DD/S 65-4750 


11 OCT 1965 


MEMORANDUM FOR: Director of Personnel 


Bmmete 


The Director has reviewed and returned 
your memorandum dated 20 Seprember 1965 on the Agency 


Fitness Reporting Systerr. No additional action is required 
at this time. 


STAT 


EO/DD/S:VRT:hrm (8 Oct 65) 
Distribution: 
Orig - Adse 
rT - DD/S Subject 
1 - DD/S Chrono 


13 October 1965 
NOTE FOR THE RECORD: 


Background material (DD/S 65-4445, w/Atts) was forwarded 
to Deputy Director of Personnel in accordance with his phone 


STAT request to Mr. [| 
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21 Sept 65 
INFORMATION _ Vy, 
MR. WARFIELD 


REGISTRY 
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FT 
Executive Director 
7D 59 HQS 
Colonel White: 


Attached is the memorandum on the Agency Fitness 
Reporting System prepared by the Office of Personnel 
which can be used as a briefiag paper or transmitted 
to the Director. Questions of the value of the Fitness 
Report are raised tn paragraphs 8.b. and8.c. I 
would appreciate your comments on this memorandum. 


I understand that you will set up an appointment with 


the Director. 
jy XLIB 


. Baanerman 


Deputy Director for Support 7D-i8 HQS[ 21 Sep 65 


DD/S:RLB:fp 
Dist: 
O - Addressee w/O&1 of DD/S 65-4445 
1 - DD/S chrono w/o att 
- DD/S subject w/cc DD/S 65-4445 


DD/S 65-4445 - Memo dtd 20 Sep 65 to DCI thru DDS and ExDir, subj: 
Agency Fitness Reporting System 
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MEMORANDUM FOR: Director o° Centra. Intelligence 


1 Deputy Director for Bupport 
Executive Oirector-Corzptroller 
SUBIECT : Agency Fitness Reporting Gyeten 


1. This memorandum ig in response ta your request for a briering on the 
Agency's Fitness Reporting system. 


2. The Fitness Report Form (fab A) is the tangible evicence and ‘ocal 
point of the Agency's Pitness Reporting system. ‘Iowever, it ia by no neeans the 
sole or even the key element in the total Agency pregram of personnel | eveLua~ 
tion and management. The evaluation of personnel is a continuing proécss 
Employees are evaluated at least amually through the competitive prodotion 
ayeten, they are evaluated for rotation and reassignsent, they are evaluated 
in connection with training courses. Tho responsibility of supervisors tor 
the evaluation of personnel is repentedly state¢ in our ce area aca Por 
example: 


a | The Career Berviees, states the following among the 
responsibilities of the Heads of Carser Gervices: 


"(2}) Planning the utilization and development of such in u- 
vidueale, including their training, assigneent, rotation and 
advancement ; 


(3) Reviewing Fitness Reports..." 


» Conduct am Diselpline, wakes each Deputy Direct. Vor 
Bead of an pendent Office responsible fo: ensuring that "supe:visore 
and others under his direction vho have personnel usnagemant reeponel- 
Bhiities read[ |, Promoting dood Employee Performunce and Gonéuct," 
and sor providing these officleis ‘guidance und advice when violations 
of Agency rulee are reportec to Bia...” 


ec. |__|, Management o: Stati Persemel, estates that "Sugervisors 
at all echelons are responsible ior the proper utilization and continuing 
evaluation of personne] assign: {> their respective jurisdictiogs. They 
ghall acviee the Career Bervice concerned, through appropriate clunnels, 
when there ls evidence that an employee is nieassigned.' 


3+ The purposes of the Agency's Pitness Reporting aystes embrace the 
traditional purposes o: per!'ormance evaluntion -- appratsing esployees ta 
determine if they shoulc be promotet, reansigned, le’? in » or fired. 
In afdition, the Agency's gysten prcvidas a mechanian for (a) assuring ectual 


OF ee ay 


BUTirig as 
[a Ane is 
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unéerstanding between employee and supervisor of the specific duties ¢f eech 
job, (2) assuring that the employee in telé, et leact annuelly, of the super- 
visor'e evaluation of hie performence cf each of his major Guties end -f his 
couposite effectiveness, end (c) proviciag at leest annually « formal record 
of eamments and suggestions of en enployee's current supervisor regaré{ilag the 
employee's future training, his managerial competence, and hin major etrengths 
and: weaknesser. 


4, The present Pitness Report form hes beer evolved to serve the Agency's 
requirements for making, recording, and ueing pertonnel evaluations. Jt is the 
seventh revision in a series which etarted in 1lviG. In arriving et the sresent 
form, we heve experimented vith tornas which were largely nerretive comments, 
end with forme which constituted @ forceé-cholee cheeckiiat. We have tsai a 
two-part form in trying to compromise the "show-no chow" fseue. Fhe current 
form wae first issued in April 1:62 anc: represents the improvements suzgseted 
by oar experience with earlier farms. It is ismortant to recognize that each 
revision of the form hes been the result of careful study mot only by staff 
officers and tachnictene but algo by the Agency's senior officials. 


5. A disousslion of the forsn iteelf muet start with the policy statement 
in a(1) (feb B): "Phe continuogs evaluetion of the verformarca of 
employees by their suvervieors i= en ersential elesent of the Agency's perzonnel 
menegenent program. The results of such evaluation for staff employeée and 
steff agents chall be recorded et least ence cack year.” (underlining added). 
Further, the Directions for Completing Ferm 45, Fitness Report (Teb C) begin 
with "It 1a Organization policy to inform employees of the effectiventss of 
their work performance. Orgenizetion policy aleo requires thet eupertiaors 
record at least once esch year their opinions ant evaluations of the yor: per- 

ormance of employees under thelr jurtedietion.” (underlining added). The forn, 
then, is to record an evaluation which hes been reached during the rej orting 
period end which should heave been a mai-ter of at lenat inforsal discursion with 
the employee from time to time curing the reporting period. 


6. Now, aa to the specifies of the form: 


&. souns on A is generel identifying inforuation about the ipdividval 
and hia employment status and indicetes the surpose of the scecific rating 
{i.e., annual, special, reeceignment, etc. ). 


b. § provices for a creded rating both of performane of 
specific duties and of overell or tetel effectiveness, The listing of 
epecific duties for rating -:rovides an opportunity for beth empltyee and 
supervisor to reaffirm in gone detail whet the job enteils. Mort inpor- 
tent, it assures discussion of the employee's performance of eack clement 
of the job. The rating of “Qvergll Performence in Current Position” 
embraces conduct, work habits, an¢ personel traite influencing the 
employee's total effectiveness. In acdition, a single overall performance 
rating permite mechanical recordation to provice atetistical dat for 
monitoring the applicetion of the evaluation s;stem. 


2 
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e. Section C is a narretive statement whieh amplifies and ex oleins 
the ratings Riven in Section B to orovide the best basic for ceterminine 
the future management of the employee. Tt eslle for speelfic suger tions 
for the improvement of -rors  .evforaance, Invites recomnentdationa for 
training end, where aposropriate, calle for comments on foreign Laquace 
eompetence anc effectiveness in menagerial catiies. In sumary, Oiie 
section is designed to give specific career ruidance to the indivicual 
and to the career management mechenians of the Agency. 


ad. Seetion D, in aliition to sroviding for certifications by the em- 
ployee an® supervisor, gresents to the reviewing official (usuell. the 
reting officer's immediate supervisor) the osportunity and the ducy of 
commenting on the rated enployue, the ratings given and on the rating 
officer. Again quoting froa the Directions, “Reviewing officials ore 
responsible for assuring that 0111 reoorte made by rating officials under 
their juriediction are consistant and reflect uniform atendarda ¢f 
reporting. Through the counseling and supervieion of rating officials, 
reviewing cfficials can play a mejor role in improving the oneration of 
the Pitneea Renort progran. 


7. The Fitness Report form described above is used for ell empleyees in 
gredes GS-13 end below. Optionally, er evaluation in nemorancum form da” be 
substituted for the form for employaes in grades Gde14 and above. This cernitc 
a rating officer to avoid the constrainte of trying to force the brosé and 
unspecific duties of a senior officar into the format of the form itself. Tt 
is required however that an evaluation in memorendum form cobeerve the dantc 
purposes of the Fitness Report form, including a genergl description ¢f duties 
and one definitive rating cescribinz overall performance. It must al#o bear 
the signature of the rating officer, the reviewing officiel, and the ¢m>loyec. 


8. Having jescribed the Agency's Pitnese Reporting system, it i# aopro- 
priate thet some observations and escersments now se made es to ite ef fective- 
Nees. 


&. Is the syetem uniformly unéeretocd ee to purposes and objectives 
and is it being uniformly appliec by Ageney supervisors? Gur mogt recent 
statistical analysis of the overall serformence ratings cf all Ageney 
steff employees both et headquarters and in the field reveale a Ligh 
correlation of the distributioa of ratings cn the five soints of the 
rating acale among the princitosl Career Service groupings (fab D}. Where 
significent Jeviations appear, we believe there ere logicel explenations. 
The similarity in rating patterns emong theee groupe indicates thet 
rating stendards are being appliec with substantial uniforaity. 


b. Are meaningful observations ani recomendations being mate for 
the iuprovemant of the individual's verformence end for eubsequet:t cereer 
management decisions? This cuestion cannot be answered statistically. 
However, the consensus eppeare to be that the narrative vortion 
(Section C) of the Fitness Report dees give an accurate Ceseription of 
the employee's performence ané potettial. It is rare thrt these coments 


be 
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are brutelly frenk in indicetiag veakneseer ~~ suc; comaents are cove 
often softened or indicated in whet is Rot said in the report. J: ma; 
appear cynical to observe that there is @ ekill in reeding an? inte 
preting Fitness Reports but the experienced user of these reports @ues 
eacguire the ability to "reac between the linen” for ertticteme. 


c. The objective evaluetion cf other persone is at best a meat dirtt- 
cult task. To be required to do eo and to eritique a subordinate's per~ 
formance and pergonal jualificnticna in a Gocumented face-to-face situetion 
ie a taek that supervisors [ind onerous enc enbarragsing. Beny Will. avoid 
the discomfort they suffer by cating generouzl: and by the use of cbecure 
and wishy-warhy phraseology. ‘fo evoid deterloretion of eny retin: eysten, 
constant monitoring end ettention through the command line is requisite. 

In fect the more empharis and the higher the level of evidenced ¢onmend 
interest and determination, the mora useful and better the syetem will be. 
If there are no signs cf manegenent's intere;t in the mechaniam, che orepe- 
ration of reports becomes routine ani redundant. ‘There have been veriodic 
actions to remind cupervisors of the importance of Fitness Reports end of 
management's interest and concern that the Reports be timely, accurete, 

end us ne last formal Leeuence on these oointe vas Headquarters 
Botice| dated 10 October 1063 (feb B). However, thie topta vee alec 
coverec ln the serles of compuleory lectures on eupervieion given tc all 
heacdcuarters supervisors in 196k, 


&. There is nothing secrec. ebouw: the present Fitness Report “ora. 
As noted earlier, it ie the veventa revision. Further changes eqild be 
mace in concept, form, or scope. However, our experience has been that 
it takes two to three years for supervisors to secome accustomed <o a 
new form anc for uniform etancerds oF evaluation to develop. Bed: new 
form must evolve through a period of resictance to change and education 
of suvervisors. 


3. Corcllary to thie briefing on the present: Agency Fitness Reporting sye- 
tem it is important to point out thet it tf but a small vert of the full perform 
ence evaluation in effect -- both formal and inforral. Perforsaance evrlvetion 
ie informally inherent in every supervisor-subordinete daily working situetion, 
it occurs repeatedly in connection .ith the review of emploveas for reissignment 
consideration. Thia occurs act only et the operating component level but at the 
Cereer Service mechanism level as well. At oceurs most objertively am eriticel] + 
in connection with Agency competitive promotion oreetices. Yn summary end for tke 
indefinite future T recommend: 


&. The continuation of the present Fitness Reporting form ant conecest.— 


b>. <A forceful reneved expression of comiend intereet and intent with 
~omespect to effective supervisory ute of the Fitness Reporting systen. 


/8/ Emmett D. Fe pss 


Eemett D. Bchols 
Inrector of Peraonnel 
Attaenmeate:: A/S 
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Distribution: 
O - Addressee 
AL aes ER 
Ao ‘DDS 


2 - D/Pers (1 w/held) 
OD/Pers/EDEchols:he (20 Sept 65) 
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Mr. Bannerman: 


We received a call from 
Colonel White's office again to- 
day regarding the DCI's interest 
in a briefing on the Fitness Re- 
port. 


They asked that you arrange . 
to brief the Director as soon as 
possible and at least get your 
name on the waiting list for an 
appointment. 


for a time? 
fran 
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